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~enord cnpi OPPPM MEMORANDUM NO. 20-29--17

af Personnel 15 January 1981

OFFICE OF PERSONNEL POLICY, PLANNING, AND MANAGEMENT MEMORANDUM

SUBJECT: Experimental Flexible and Compressed Work Schedules

REFERENCE:

1. GENERAL

a. This memorandum expands the experiments with alternative work
schedules and provides needed additional detail that was not includ«d

b. Flexitime and compressed time are new management tools which mav
have positive results for managers and employecs alike. From past
experiments it has been found that, in many cases, the use of alternativs
works schedules (AWS) can increase morale and decrease absenteceism,
tardiness, and high turnover rates. In addition, the use of AWS can
benefit the organization with higher productivity and increased service
to the customers. With alternative work schedules, time becomes an

- element employees can control, which allows employees to be more product -
oriented rather than time oriented.

¢. Alternative work schedules include experiments with both flexible
and compressed work schedules. Experimentation with the 5/4-9 plan
cannot be implemented until February 1981, at which time the Office

of Data Processing will have completed programming the payroll system
to handle this type of schedule. Other aspects of the expanded pracram
can be implemented immediately.

2. POLICY

The Agency is expanding its experimental program of flexible and compressoc
work schedules and conducting an experimental program on an Agency-wide basis
going beyond the 40-hour workweek tc encompass a framework of 80 hours in
a pay period. The new 80-hour framework allows for the carryover of credit
hours for future use in a flexible wocrk schedule and for the popular 5/4-9
compressed work schedule currently being used elsewhere in the Governmer t.

3. RESPONSIBILITIES

a. Operating Officials and Heads of Independent Offices will:

i
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(1) Establish essential duty hours with minimum staffing requir=-
ments in experimenting components and develop schedules for providing
such coverage,

(2) Propose alternative work schedules for their components on: an
experimental basis for a defined period of time for the approval of the
Director of Personnel Policy, Planning, and Management {(D/PPPM). Su-ch
schedules will first have the concurrence of the Deputy Director con-
cerned before being forwarded through the Director of Finance to assure
their compatibility with the automated payroll system.

(3) Monitor the overall effectiveness of approved work experi-
ments they have proposed and submit assessment reports to the D/PPPM
upon their completion of the experimental period. Experimental alter-
native work schedules may be continued if they are deemed successful by
the experimenting office. This can be accomplished by submitting an
assessment report and requesting a specific time period for the extension.

b. The Director of Personnel Policy, Planning, and Management will:

(1) Advise and assist Operating Officials and Heads of Indepen-
dent Offices in establishing and administering alternative work
schedules on an experimental basis,

(2) Analyze assessment reports received from experimenting
offices in terms of the effectiveness of alternative work schedules
in accomplishing stated objectives.

(3) Conduct a final assessment of the alternative work schedules
program and recommend to the Deputy Director of Central Intelligence
its continuance, modification, or termination.

DEFINITIONS

a. General

(1) Basic Work Requirement means the number of hours, excluding
overtime hours, which an employee is required to work or is regquirec
to account for by leave or otherwise.

(2) Credit Hours mean any hours, within a flexible schedule,
which are in excess of an employee's basic work requirement and which
the employee elects to work so as to vary the length of a workweek
or a workday.

{3) Overtime Hours mean all hours in excess of 40 hours in
a workweek for employees at GS-11 and below and in excess of 48
hours in a workweek for employees GS-~12 through GS-15 which are
officially orxdered in advance, but do not include credit hours.

(4) Compressed Schedule means an 80-hour biweekly basic work
requirement which is scheduled for less than 10 workdays. An example
of this type of compressed work schedule is the 5/4-9 plan where
employees work a fixed schedule of five days one week and four days
the next for a total of 80 hours in nine days per pay period.
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b. Other Definitions

(1) Core Time means those designated hours and days during the
biweekly pay period when an employee on a flexible schedule must be
present for work.

(2) Flexible Time means that part of the schedule of working
hours during which employees may choose their time of arrival at
and departure from the work site, within limits consistent with the
duties and requirements of the position. To the extent permitted,
credit hours may be accumulated to reduce the length of a workweek
or a biweekly pay period.

{3) Flexitime means a system of work scheduling that splits
the workday into two distinct kinds of time-~core time and flexible
time. The two requirements under any flexitime schedule are:

(a) The employee must be at work during core time.

(b) The employee must account for the total number
of hours he or she is scheduled to work.

(4) Flexitour means a flexible schedule in which an emplovyee,
having once selected starting and stopping times within the flexible
time bands, continues to adhere to these times. Further opportuni-
ties to select different starting and stopping times may subsequentl,
be provided by the component.

(5) Gliding schedule means a flexible schedule in which an
employee has a basic work requirement of 8 hours in each day, 40 hou:s
in each week, and may select an arrival time each day and may change
that arrival time daily as long as it is within the established
flexible time band.

(6) Variable day schedule means a flexible schedule containing
core time for each workday in the week and in which an employee has
a basic work requirement of 40 hours in each week of the biweekly
pay period, but one in which an employee may vary the number of
hours worked on a given workday within the week, within the limits
established by the component.

(7) Variable week schedule means a flexible schedule containina
core time for each workday in the biweekly pay period and in which
an employee has a basic work requirement of 80 hours for the biweekl:w
pay period, but one in which an employee may vary the number of hour:
worked on a given workday or the number of hours each week, within the
limits established by the component.

(8) Maxiflex schedule means a flexible schedule which cantains
core time bands on fewer than 10 workdays in the biweekly pay period
and which an employee has a basic work requirement of 80 hours for
the biweekly pay period, but one in which an employee may vary the
number of hours worked on a given workday or the number of hours
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each week, within the limits established by the component.

(9) Biweekly pay period means the two-week period for which «n
employee is scheduled to perform work.

5. FLEXIBLE WORK SCHEDULES

a. The Tour of Duty: Core Time Bands and Flexible Time Bands.

(1) The tour of duty is comprised of all hours and days for which
core time bands and flexible time bands have been designated, inclidinc
those days within a maxiflex schedule for which only flexible hours are
scheduled.

(2) Since the types of flexible schedules available for use
vary significantly, an organization should tailor the schedule to
meet its needs. Normally, this will be accomplished by the way in
which core time bands and flexikle time bands are structured.

b. Guidelines, Ground Rules, and Limitations on Flexible Schedules.

In addition to determining the general parameters of the flexitime
program, the component may also establish additional guidelines, grounc
rules, and limitations. Such published guidelines, ground rules, and
limitations would comprise an important part of the experimental program;
thus, supervisor and employee understanding of them is vital to its success.

(1) 1In formulating policy on the following matters, a componer-=
should decide whether or not to:

(a) Exclude certain employees from an experimental program
because of the nature of their positions or because of unusual
demands on certain elements of the component.

(b) Require employees who are covered by experimental schedules
to work specific hours during flexible time bands on a temporary or
irregular basis.

(c) Permit employees freedom to choose starting and stopring
times within the tour of duty established, with or without prior ap-
proval of a supervisor; require an employee to select from one of
several predetermined tours; or require an employee to submit a
schedule in advance for approval.

(d) Allow employees to leave the workplace during a flexible
time band after they have arrived at work, either with or without
prior notification and approval of the supervisor.

(e) Reguire an employee to inform the supervisor, in advance,
of intent to earn or apply credit hours to his or her basic work
requirement.
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(f) Permit an employee to apply credit hours to care time
bands on an irregular or occasional basis with a supervisor's pr or
approval, although such hours would normally be applied only to
flexible time bands.

(2) All alternative work schedules must start at the beginninc
of a pay period and run at least one full pay period. Emplovees
cannot switch from one schedule to another in the middle of a pay
period.

(3) No component nor any employee thereof may directly or
indirectly intimidate, threaten, or coerce, or attempt to intimidate,
threaten or coerce, any employee to participate in the flexitime
program. All employees should be informed that they may choose not
to participate in the flexible program,

(Note: Components shall not schedule employees for lunch
periods in excess of one hour or establish split sh:fts
which require the employee to stop work in excess of one
hour before recommencing the workday.)

¢. Credit Hours

(1) Credit hours may be worked only by employees on flexible
schedules. Credit hours are hours in excess of the basic work
requirement but within the tour of duty.

(2) Credit hours are hours of work performed at the employee's
option; they are distinguished from overtime hours in that they do
not constitute overtime work which is officially ordered in advance
by management.

(3) An employee has the right to use earned credit hours, subnact
to the component's approval of the time at which they may be used.

(4) Credit hours are to be counted as a part of the basic work
requirement to which they are arplied. BAn employee is entitlied to
his or her basic rate of pay for credit hours.

(5) There is no limit on the number of credit hours which may
be accumulated during the biweekly pay period (unless restricted
by the component). However, the number of credit hours employees
may carry over from biweekly pay period to biweekly pay period is
limited to 10 hours. The component may limit the time frame within
which employees may use c¢redit hours (e.g., within the next four
pay periods).

d. Overtime

(1) For employees on flexible schedules, overtime hours are
all hours in excess of 40 hours in a workweek for employees at GS-1:
and below and in excess of 48 hours in a workweek for employées GS+!2
through GS-15, which are officially ordered in advance by management.,
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and are in addition to completion of the weekly or biweekly work
requirement. Employees must be properly compensated for hours in
excess of those stated above in the form of overtime pay when ordered
by management or in the form of credit hours when worked at the opt ion
of the employee.

(2) This requirement that overtime hours be officially ordered
in advance also applies to nonexempt employees under the FLSA.

(3) BAn employee who is covered by a flexible schedule which
permits him or her to vary the length of the workday (i.e., variable
day, variable week, and maxiflex schedules) may be ordered by manaie-
ment to work hours that are in excess of the number of hours which
the employee planned to work on a specific day. If the hours ordered
to be worked are not in excess of 40 in a week at the time they ar=o
performed, the employee may:

(a) Take off from work on a subsequent workday for a per tod
of time equal to the number of extra hours or work ordered.

(b) Complete his or her basic work requirement as scheduled,
and the extra hours may be counted as credit hours.

(¢) Complete his or her basic work regquirement as schediled;
and as Agency policy permits, the resulting hours worked beyord
the employee's basic work requirement may be compensated as over-
time hours.

e. Sick and Annual Leave

(1) For employees on flexible schedules, time off work during
a core time band must be charged to the appropriate leave categorw

unless a specific deviation is authorized [see paragraph 5b(1)(f) above) .

additionally, time off during an employee's basic work requiremen-

must be charged to the appropriate leave category, credit hours, or
compensatory time off. An emp Loyee may choose to charge time off durins
a flexible time band to an appropriate leave category; however, tiere is
no requirement that individuals use the flexible time bands for m=adical
or dental appointments or other personal matters in lieu of sick. or
annual leave. These appointments, as well as personal time off, nay
continue to be scheduled any time within the entire flexible scheiule,
if an employee wishes to charge this time to leave. However, an
employee may use credit hours in lieu of sick or annual leave in vrdet
to preserve such leave when the time off is scheduled within his or hex
flexible time bands or he or she is authorized a specific deviation.

(2) The maximum amount of sick or annual leave which an empioyee
covered by a flexible schedule may apply to his or her basic work
requirement for any given day is the number of hours the employee
is scheduled to work on that day. In components where employees are
not required to schedule their work hours-:for a given day in advence,
the maximum amount of sick or annual leave should be determined
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using the following method:

(a) Constant Pattern of Arrival. The majority of employ-es
tend to arrive within 5 to 10 minutes of the same time each dav,
once a pattern has been established. Therefore, the constant
arrival time or pattern which has been established should be used
as a reference point. For example, if an employee has maintained
a virtually constant pattern of arrival at 7:30 a.m., this wil!
become the reference point for that employee.

(b) Predominant Pattern of Arrival. If an employee main-
tains a schedule in which one particular arrival time dominate:
(e.g., the employee arrives at 7:30 a.m. on four out of five days),
this arrival time should be used in determining the amount of oxcusel
absence to be granted.

(c) Variable Pattern of Arrival. Where there is such va-i-
ation in an employee's arrival time that there is no discernib'e
pattern, the mathematical average of the employee's arrival time
for the previous two-week period should be computed and this averags
arrival time used as a reference point for determining excused
absence.

6. Compressed Work Schedules

a. Compressed work schedules have a basic work requirement of 80
hours in a biweekly pay period for a full-time employee. For the purpose
of compressed work schedules, the tour of duty is defined by (i.e., is
identical with) the particular schedule which a component chooses to
establish. For all compressed schedules, the tour of duty is arranged
in such a way that employees on these schedules fulfill their basic wo-k
requirement in less than 10 days during the biweekly pay period.

b. For compressed schedules, the term "overtime hours" means any
hours in excess of those specified hours which constitute the compress~d
schedule and are in excess of 80 hours in a pay period for emplovees a
GS~11 and below or in excess of 96 hours for employees at GS-12 and above.

c. An employee shall be given the opportunity to request exclusion
from a compressed work schedule. No employee may directly or indi-
rectly intimidate, threaten or coerce, or attempt to intimidate, threa en
or coerce, any employee to participate in a compressed work schedule
experiment,

d., A full-time employee who is relieved or prevented from working
on a day designated by Federal statute or Executive order as a nationa:
holiday in the Federal service is entitled to pay with respect to that
day. The rules | |will be used to designate the wo_kdav
to be taken in lieu of a designated holiday when the holiday falls on .
nonworkday.
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7. Data Collection Requirements

To be of most use to Agency managers, many of the effects of flexible
and compressed work schedules need to be measured at the level of the work
unit. An evaluation is required of the effects of alternative work
schedules on six specific areas of impact:

- The efficiency of Government operations.

— Mass transit facilities and traffic.

- Levels of energy consumption.

- Service to the public.

= Increased opportunities for full-time and part-time employment.

- Individuals and families generally.

More detail concerning the format and scope of the required narrative

report will be included with the approval of an alternative work schedule.

8. Additional Information

a. The criteria and guidelines for establishing and administering
flexible and compressed work schedules are on file in the Position
Management and Compensation Division (PMCD) of the Office of Personnel
Policy, Planning, and Management. Personnel desiring information con-
cerning flexible and compressed work schedules should contact PMCD on
extension 2851.

b. When planning revised schedules, Agency managers should consider
that a lack of resources precludes extension of such support services as
the motor pool, pneumatic tube, and mail and courier delivery. Further,
there is no provision at this time for extension of cafeteria hours or
for adjustment by the General Services Administration of building main-
tenance and utility support.

ﬁgiiy E. Fizgyéter
Director of PEYsonnel

Policy, Planning, and Management

OPPPMM 1-81
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